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1. Introduction 


| am pleased to have the opportunity to table in the House 
of Commons a second and more specific report on how 
performance measurement is actually being used in a select 
number of departmental programs in the Public Service of 
Canada. 


The purpose of assembling these specific examples in one 
report, even though they are unrepresentative, is simply to 
demonstrate that performance measurement can be applied 
in a practical way to a wide range of often complex pro- 
grams. Thus this report will be distributed to all managers 
in the Public Service in the expectation that the sharing 
of useful experience, even though imperfect, can be an 
effective way of accelerating the much greater use of 
performance measurement information in the management 
of government programs. This should assist departments in 
meeting the Treasury Board’s deadline of 1980 for com- 
pliance with its policy. 


The purpose of this report is not to leave the impression 
that | think the use of performance measurement through- 
out the Public Service is satisfactory at present. (On a 
department-wide basis it is not adequate in many of the 
17 departments which provided specific program examples 
for this report.) There is a long way to go before 
managers in all departments will have developed appro- 
priate ways of monitoring how well their programs are 
performing. But this should not mean that good work in 
one department shouid not be openly shared with mana- 
gers in other departments. A balanced perspective seems 
best. 


In addition to examples of how performance measure- 
ment has been applied, the report includes background 
information, a brief explanation of the meaning of perfor- 
mance measurement, a description of the approach being 
taken to apply it in departments and a comment on the 
Treasury Board policy on departmental program evaluation. 


| would like especially to thank my Cabinet colleagues for 
providing me with the examples contained in this report. 


It is my hope that Members and the other recipients of this 
report will find it informative and useful. 


Robert Andras 


*“Progress Report on the measurement of performance in the 
Public Service of Canada’’, report tabled in the House of Commons 
by the Honourable Robert Andras, November 17, 1976. 


2. Background 


A principal initiative arising from the report of the Royal 
Commission on Government Organization (Glassco) was the 
decision to introduce a planning, programming and bud- 
geting approach to government operations in the mid- 
1960s. This initiative included: 


— the restructuring of operations into programs and 
activities, with the reporting of expenditures being 
related to programs rather than simply to votes and 
standard objects of expenditure; 


— the revision of procedures associated with Estimates 
and Program Forecasts; 


— the introduction of a formal policy to establish means 
for measuring the ongoing performance of depart- 
mental programs. 


This initiative marked a swing away from an almost ex- 
clusive emphasis on departmental spending (inputs) to a 
more balanced concern with program results (outputs) as 
well as expenditures. 


Performance measurement began with experimental 
projects in a few departments and agencies. In 1973, the 
Treasury Board reviewed these projects and directed that 
the approach be extended throughout the Public Service. In 
1976, the Board decided to accelerate this work and in 
July, Treasury Board Policy Circular (1976-25) was issued 
on ‘‘The Measurement of the Performance of Government 
Operations”. 


The Circular formalized the Board’s policy and provided 
guidelines to assist departments to apply it to their own 
operations, wherever feasible. Departments are required to 
have adequate and reliable means for measuring all pro- 
grams in place by 1980. 


3.What Does Performance 
Measurement Mean? 


Performance measurement provides managers with informa- 
tion to monitor how well their programs are operating. 
Managers in the business world have readily identifiable 
performance indicators such as profit and return on invest- 
ment, but managers in the Public Service must. develop 
other indicators to tell them how well their programs are 
running. 


In government operations, many different kinds of 
indicators are used. A number of these are given in the 
examples of departmental applications in Section 6 of this 
report. Most indicators are concerned with information 
relating results achieved to resources used, and results 
achieved to results planned. 


Where program results (or outputs) can be measured, the 
results-to-resources relationship is often expressed in terms 
of outputs per unit of labour input; for example, the 
number of patent applications processed per staff-year. The 
second relationship, indicating the extent to which objec- 
tives are achieved, usually requires indicators peculiar to the 
program involved. For example, the Research Branch, of 
the Department of Agriculture, may undertake a research 
project to increase the yield of barley by a certain per- 
centage; the results achieved can be compared directly to 
the intended goal when the project is completed. The Civil 
Aeronautics Regulatory Services, which conducts a number 
of activities to improve safety in aircraft operations, 
provides another example: it may establish a goal to stabi- 
lize the rate of accidents in the face of the greatly increased 
numbers of aircraft and licensed personnel; the actual rates 
achieved year by year are indicators of the success, or 
effectiveness, in meeting this goal. 


There is a class of indicators which describes the service 
aspects of performance. These include characteristics such 
as accuracy or error rate, appropriateness, convenience, 
timeliness, frequency and response time. These are of parti- 
cular interest to managers whose programs directly affect 
the public. Service indicators used in the Family Allowance 
and Old Age Security operation, for example, include: error 
rates in cheques (in amount, name and address, etc.); 
number of cheques returned per 10,000 issued; and average 
time taken to process an application for payment. 


Useful general indicators of public acceptance of govern- 
ment programs, particularly those providing goods or 
services, are the number and kind of complaints received. 


Many government programs, such as Unemployment 
Insurance and Canada Pension Plan are of a production 
nature: they involve a great deal of repetitive, continuing 
work. For these, production-type measures are appropriate. 


There are, however, many other programs consisting of a 
series of projects which are often unrelated. These include 
research and development work in Agriculture and Energy, 
Mines and Resources and design and construction projects 
undertaken by Public Works and the Ministry of Transport. 
For these project-type activities certain basic steps are 
important: 


— the establishment of objectives for the project and for 
each component; 


— the selection of projects to be undertaken in light of 
priorities, objectives and available resources; 


— the development of plans and cost estimates for each 
project; 


— the establishment of suitable means for regularly 
monitoring performance in key areas such as actual- 
to-estimated costs, actual-to-estimated schedule of 
completions and actual-to-planned results for each 
project; 


— the review or evaluation of results after each project 
is completed. 


There is no one particular approach or technique which 
is universally applicable; each program manager must iden- 
tify and develop the measures and indicators most useful to 
him. Whichever are selected, they must assist the manager 
to judge how well his program is running and to what 
extent goals are being achieved. 


4. A Balanced Approach to 
Performance Measurement 


When departments first began to implement performance 
measurement in the early 1970s, the programs selected 
were of the repetitive, production or process-type of work 
and the performance measures were usually in terms of out- 
put per unit of labour input. The reasons were: many 
government employees were involved in this kind of work; 
it was more easily quantified; and the measurement tech- 
niques were easily understood and implemented. 


Unfortunately, attention was fixed too long on this type 
of program and measure, ignoring measures for the other 
aspects of performance and other programs involving the 
more variable, one-of-a-kind, project-type work. As a result, 
many managers felt that performance measurement was a 
limited concept. 


However, a number of managers of project-type activi- 
ties (e.g., the Research Branch, Department of Agriculture), 
had, on their own initiative, set up means of monitoring the 
performance of their operations. What was not fully 
realized at the time was that these less formal and less 
Statistical approaches were useful applications of per- 
formance measurement. The realization of this is now 
becoming more prevalent and performance measurement is 


being applied to programs to which it had previously been 
considered inapplicable. 


All departments and agencies have been encouraged to 
take a more balanced approach to performance measure- 
ment. This has resulted in more use being made of indi- 
cators of service and of goal achievement. Performance 
cannot be judged on cost considerations alone. Indeed, for 
many programs directly affecting the public, the level of 
service is very significant. Managers must frequently make 
decisions on how best to trade off the cost and service 
aspects. The availability of reliable performance data 
enables them to make these decisions more effectively. This 
kind of decision is described in the example in Section 6 
under the District Maintenance Operations of the National 
Capital Commission, where quality of service is traded off 
against maintenance cost. A second example of a trade-off 
decision is described in the Excise Tax Audit case, where 
effectiveness, measured in terms of tax money collected, is 
increased while efficiency, measured in terms of investi- 
gations per unit of labour input, is decreased. 


It is essential that performance measurement be consi- 
dered an inherent and indispensable part of the program 
management process, since it provides the feedback that all 
managers need to control program operations and to render 
a proper accounting for the public funds entrusted to them. 


5. In-Depth Evaluations 
of Programs 


The regular monitoring of the ongoing performance of 
programs is an essential element in the government manage- 
ment process, but it is not the whole story. It is necessary 
to subject programs to periodic, objective evaluations with 
a view to: 


— changing and improving the ways in which programs 
are operated; 


— Clarifying program objectives; 


— reducing or eliminating programs, or aspects of pro- 
grams, which have become redundant or of a low 
priority; 


— identifying programs, or aspects of programs, which 
may have increased in relative priority. 


Treasury Board has recently approved a policy requiring 
departments and agencies to conduct such evaluations of 
programs, with the results to be communicated directly to 
deputy heads of departments and heads of agencies and 
other appropriate levels of management. 


6. Guide to the Examples of 
Departmental Applications 


Seventeen departments and agencies have supplied a total 
of 32 examples for this report to demonstrate the means 
they are using to monitor performance. The descriptions of 
the examples have been worded as simply and as non- 
technically as the applications themselves permitted, but 
the use of some technical words is inevitable. 


Section 3 of this report, which is entitled “What Does 
Performance Measurement Mean? ”’, should be read before 
this section. Additional insights may be gained from reading 
the Treasury Board booklet called “A Manager’s Guide to 
Performance Measurement’’,* which provides an_ intro- 
duction to the subject. 


In order to assist those who prefer to read examples of 
particular interest, each example has been given a title 
which indicates the subject involved. These are listed in 
simple alphabetical order of the first word in the title. Each 
example has a subtitle to provide additional information 
and the departmental affiliation. A second listing of 
examples by department is also included. 


Because much of the government work is concerned 
with serving the public, and because much of it involves a 
great deal of repetitive continuing work, process-type pro- 
grams are well represented. Examples include the Canada 
Pension Plan, the Unemployment Insurance Program, Indi- 
vidual Income Tax Processing. 


Minimizing costs, while maintaining satisfactory quality 
and level of service, is an essential concern of program 
managers, particularly of those programs which have a 
direct impact on the public. Examples of these concerns are 
illustrated by: 


— Veterans Services Operations — average processing 
time for applications for benefits 


— Immigrant Recruitment and Selection — client 


waiting time in months 


— Passport Office Operations — percentage of passports 
processed within seven days 


— Airport Customs Inspection — percentage of flights 
cleared in less than 30 minutes 


In a number of government programs, benefits are paid 
or revenues are collected and some abuses are possible. 
Measures must be devised to permit those administering the 
programs to detect and correct such abuses. Audit func- 
tions in government programs are represented by the 


*Published by D.S.S. Publishing Centre, 1976, Catalogue No. 
BT 35-3/1976. 


Unemployment Insurance Program and Individual Income 
Tax Processing. 


One of the ways in which the Government safeguards 
the well-being of its citizens is to ensure that food proces- 
sing organizations adhere to specified health standards. An 
example of an inspection function is provided by Dairy 
Products Processing. In another area, the health of 
Canadians is protected by monitoring exposure to injurious 
radiations, as described in the example Radiation Protection 
of Workers 


The Department of Agriculture conducts experimental 
projects, usually over long time periods, to assist the 
Canadian agriculture industry. Two examples are included: 
Barley Production Yield Improvement and Dairy Cattle — 
Record of Performance. 


There are also many one-shot projects planned to 
achieve specific goals within time and cost constraints. The 
Toronto Major Postal Plants project is an example on the 
construction side of government operations. Another 
example is the Lightstation Automation Program. The 
framework, of objective-setting, selection, planning, con- 
trolling and evaluating for projects has already been des- 
cribed in Section 3, above. 


Effectiveness indicators, which assist managers to judge 
the extent to which goals are achieved, include: 


— Health Protection Branch — the number of recalls of 
contaminated food products 


— Civil Aeronautics Regulatory Services — the number 
of aircraft accidents per 10,000 flight hours 


— Dairy Cattle — Record of Performance — increased 
benefits to producers and breeders 


— Barley Production Yieid Improvement — benefits to 
be derived from increased barley yields 


— Radio-Frequency Spectrum Management — _ the 
number of interference complaints 


— Unemployment Insurance Program, Part 2 — ratio of 
appeals upheld to appeals heard 


— Federal Mediation and Conciliation Service — rate of 
settlement of disputes without strikes or lockouts 


A number of examples describe situations in which 
program managers were faced with problems of deterio- 
rating performance, or where increasing workloads threat- 
ened to affect service levels adversely. The availability of 
performance information assists management to take the 
necessary action to improve their situation and to head 
off possible serious consequences. 
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AIRPORT CUSTOMS INSPECTION 


Background 


Revenue Canada, Customs and Excise, is responsible for 
establishing and maintaining control over the international 
movement of goods and persons into Canada. Because of 
the rapid growth in air travel, an increasing proportion of 
international travellers now enter Canada through our air- 
ports. 


. The Challenge 


The advent of jumbo jets has put an increasing strain on 
Canadian airport services: the simultaneous arrival of only 
three of the largest aircraft can mean the processing of up 
to a thousand passengers in a short period of time. 


The problem confronting the Customs and Excise 
management was to clear the passengers in an acceptable 
length of time, while ensuring that the regulations under 
the law were adequately safeguarded. More particularly, the 
challenges facing airport customs officials were to: 


— improve the operation without increasing unit costs 
of processing travellers 


— process all flights through primary inspection within 
30 minutes 


— maximize the enforcement rate, while minimizing 
inspection. 


The Response 


To meet these challenges, customs officials developed the 
Primary Inspection Line (PIL) System. Canadian Customs 
Airport Managers are provided with data on “‘total expected 
interceptions’. These data are developed by inspecting air 


travellers who have cleared the primary inspection line and 
who would not otherwise undergo a secondary examina- 
tion. 


How the Improvements Were Made 


By analyzing the results of these extra examinations, 
weighted by the severity of the infraction, it is posstble to 
“rate” flights according to their origin and to determine 
Statistically the number of passengers who should undergo 
further examination, Data from the PIL System allows 
Canadian Customs Airport Managers to monitor such varia- 
bles as labour input, service levels, enforcement levels, and 
examination level as a means of improving operational 
performance. 


The operation of the PIL System over a nine-month 
period at a Canadian airport is represented by the following 
series of charts: 


— Chart 1 indicates a decrease in labour input 


— Chart 2 shows that the service level was substantially 
constant 


— Chart 3 demonstrates that the rate of enforcement 
was increased about 30 per cent 


— Chart 4 shows that the number of travellers required 
to undergo baggage examination dropped by about 
27 per cent 


It should be noted that Charts 1, 3 and 4 are “indexed” 
and show performance relative to that at the beginning of 
the third quarter of 1976 which is given a nominal value of 
100. 
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BANKRUPTCY OPERATIONS 


Background 


The Bankruptcy Branch in the Department of Consumer 
and Corporate Affairs is responsible for: 


— the administration of all bankruptcies, 


— the appointment and control of bankruptcy trustees, 
and 


— the investigation of bankruptcy irregularities. 


It has a headquarters group in Ottawa with 45 staff-years 
and five regional offices with a total of 189 staff-years. Its 
1977/78 operating budget is about $5 million. 


The Challenge 


Processing bankruptcies is complex and costly. Each case 
takes a considerable amount of time and, generally, there is 
urgency attached to it because the settlement may have a 
serious impact on the bankrupt, the creditors and others. 


The Branch’s workload has increased considerably each 
year and the management was faced with the challenge of 
improving its administration while holding staff growth to a 
minimum. 


The Response 


Branch management responded to the challenge with policy 
and procedural changes; a shift of staff to the regions; and 
the use of performance measurement. 


The result was a 29.4 per cent reduction in the number 
of hours per case in the period from 1972/73 to 1976/77. 
At the same time, the cost per case dropped by 24.8 per 
cent. Both improvements were accomplished while main- 
taining a satisfactory level of service. 


Ne 


The effects of these economies become more significant 
in light of the increased workload — volume doubled from 
about 7,000 cases in 1972/73 to 14,000 in 1976/77. 
(See Chart 2). However, only a 51 per cent increase in staff, 
to 234 from 155, was needed to handle the 100 per cent 
caseload increase. (See Chart 1). Management expects 
the case load to increase to 16,700 in 1978/79. 


How the Improvements Were Made 


To achieve this performance improvement, Branch manage- 
ment examined policies and procedures to see where 
improvements might be made. Performance measurement 
indicators were identified and reported on a regular basis. 


To improve communications and response time, more 
cases were handled regionally, closer to the scene of the 
action. An analysis of performance data indicated that the 
administration of small debtor cases could be accelerated 
and costs reduced by making greater use of private bank- 
ruptcy trustees. To make this more attractive to the private 
sector, Branch management introduced streamlined 
procedures, the effect of which was measurable through the 
use of performance measurement. 


The over-all result was that: 


1. The cost per case dropped to $220 in 1976/77 from 
about $295 in 1972/73. A further reduction to about $177 
is forecast by 1978/79 for an over-all reduction of 40 per 
cent. (See Chart 3). These dollar figures are in terms of 
their value during 1972/73, to remove the masking effect of 
inflation. 


2. Chart 4 also shows that the number of staff-hours per 
case was reduced to 31 in 1976/77 from about 44 in 
1972/73. It is expected to drop to 27.2 staff-hours in 
1978/79 for an over-all improvement of 37.6 per cent. 
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Chart 3 
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BARLEY PRODUCTION YIELD 
IMPROVEMENT PROJECT 


Background 


Management by objectives has been practised by the 
Research Branch of the Department of Agriculture for 
seven years in its 47 stations across Canada. Basic to this 
concept is the development of a statement of both short- 
term program objectives and long-term strategies, which are 
reviewed annually. 


This concept is carried out at all levels, beginning at the 
section level, then at the station level and finally, at head- 
quarters. With the objectives and priorities reviewed, 
research is formally selected, planned, coordinated and 
evaluated on a continuing basis. 


The 1977/78 operating budget is $106 million, with 
3,728 staff-years. 


A Research Project 


An example of a project conducted by the Research Branch 
was one concerned with barley production. A total of 32 
professional staff-years in 18 establishments were involved. 


Objective and Priority Setting 


The objective and priority were determined by national and 
regional coordinating committees which provided expert 
opinion from within the department, universities and in- 
dustry. For this project, the general objective was to 
increase production and quality of cereal crops within a 
five-year period. For barley, an important cereal, this 
specific goal was set: 


— to provide new information and technology to in- 
crease the unit yield of barley by 10 per cent while 
maintaining quality standards to meet market 
demands. 


The goal was to be accomplished through the develop- 
ment of superior varieties and improved management 
practices. 


Performance Monitoring 


At certain milestones throughout the project, results were 
monitored against forecast results and costs. Evaluation of 
progress was carried out by the scientist in charge of the 
project, the director and by coordinating scientists at head- 
quarters. 


Post-Project Evaluation 


Evaluation of the completed research work carried out in 
this project was conducted by: 


— section officers at the station level, followed by a 
review at the branch level by planning and evaluation 
officers, who also assessed reactions and opinions of 
universities and industrial concerns, and; 


— peer evaluation of the quality of research through 
articles published in scientific journals. 


The tangible results were: 


1. Better yields: Vanier, a feed barley, eight per cent 
better than Conquest for Eastern Canada; Hector, a malting 
variety with 10 per cent increase over Betzes on brown soil; 
Kinkora, the first commercial barley resistant to jointworm; 
Fairfield, a malting variety with 10 per cent improvement 
on Betzes; Klondyke, a feed barley with 8—13 per cent 
increase on other feed barleys. These experimental results 
demonstrate the potential payoff when considered against 
11 million acres of -bariey planted each year, which yield 
about 450 million bushels. 


2. More information on the incidence of root rot, inheri- 
tance, and control by breeding and chemicals. 


3. Research papers published on cytology, genetics, disease 
resistance, haploidy technique, fertilizer use, frost resis- 
tance, and malting characteristics. 


In general, project goals were met. New varieties of 
cereals were made available to growers by direct contact 
and by attendance at farmers’ meetings and field days. The 
scientific information produced was disseminated through 
close cooperation and contact with provincial committees 
and with the brewing and malting industry. 
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BUREAU OF PENSIONS ADVOCATES 


Background 


The Bureau of Pensions Advocates was established in 1971 
as a free legal-aid agency specializing in pension appeal 
claims under the Pension Act. It provides services, on a 
solicitor-to-client basis, to war veterans, former regular 
armed forces personnel, former RCMP members, plus 
certain civilians. To provide this service, staff is located in 
Ottawa and in 17 District Offices. The 1977/78 operating 
budget is $2.7 million, with 121 staff-years. 


The Concern and Action 


Since 1974, the Bureau has taken the following steps to 
increase each advocate’s annual caseload. 


1. Simplified procedures were developed. 


2. District production measures were developed to enable 
the Bureau to re-allocate resources as necessary. 


3. A head office review was instituted to identify and 
correct trouble areas. 


4. A consolidated cross-reference of precedents was pre- 
pared for all districts, substantially reducing research time 
in district offices. 


The Results 


Chart 1 shows an increase in workload of 83 per cent from 
1973/74 to 1976/77; Chart 2 shows a 12 per cent increase 
in advocate staff-years over the same period. The corres- 
ponding 63 per cent improvement in labour productivity, 
(Chart 3) in terms of cases completed per advocate, resulted 
from the implementation by management of the four steps 
described above. 


The figures on the charts for subsequent years are rela- 
ted (indexed) to those for 1973/74 which are given a 
nominal value of 100. 
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BUSINESS TAX RETURNS AUDIT 


Background 


Revenue Canada, Taxation is concerned with most of the 
millions of transactions conducted by Canadian business 
each year. All transactions with income tax implications 
must be properly recorded; the department conducts tax 
audits to verify that the legal requirements are met. 


To be effective, the audit programs must be designed so 
that all individual and corporate Canadian taxpayers, whose 
incomes are principally derived from either a business or 
profession, are adequately covered by the audit activity. 


The importance of the audit function is reflected in the 
department’s resource allocation. In 1977/78, it has ear- 
marked 5,972 staff-years — 38 per cent of the department’s 
total — and $135 million — 40 per cent of its operating 
budget — to this activity. 


The Challenge 


Auditing has become extremely costly, due primarily to the 
increasing complexity of both the tax legislation and busi- 
ness operations. Departmental management’s problem, 
therefore, is to improve the audit function to cope with 
both the increasing volume and complexity of returns, 


while holding staff and costs to a minimum. 


Operations are continually monitored to determine the 
resources required for approved levels of service, the mix of 
audits to maximize recovery and the types of audits having 
the greatest deterrence potential. With performance infor- 
mation readily available, management is better equipped to 
decide on the most effective balance of variables or whether 
better alternatives exist such as changing departmental 
policies or recommending changes to the tax law. 


How the Improvements Were Made 


Through the use of statistical sampling techniques, manage- 
ment developed an audit program which has resulted in a 
29 per cent increase in income recovery per audit hour 
(Chart 3) for the period 1974/75 to 1976/77. The time 
involved per audit remained relatively constant (Chart 1). 


Performance measures facilitated management trade-off 
decisions, using such variables as coverage levels (Chart 2) 
and benefit-cost levels (Chart 3). For example, to obtain a 
desired level of coverage, management must consider such 
factors as the number of returns subject to audit, the total 
Staff-years available and the use of staff-years in one type of 
audit as opposed to another. 
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CANADA PENSION PLAN 


Background 


The Canada Pension Plan (CPP) is a contributory social 
insurance program designed to provide retirement pensions 
for contributors based on earnings, benefits to a disabled 
contributor and dependent children, death benefits and 
survivors’ benefits. 


The 1977/78 operating budget is 14.8 million, with 785 
staff-years. During 1976/77, $833 million were paid out in 
benefits to about 870,000 beneficiaries. 


Concerns 


Through its Field Services Division, CPP provides direct 
service by processing applications for retirement, survivors 
and disability benefits throughout its 42 district offices in 
Canada. 


Any errors in the applications or subsequent processing 
increase the time it takes CPP to process a request for a 
cheque and increase the delay to the recipient. 


Action Taken 


To improve operations, the management of the Division 
implemented a statistical quality control program to: 


— Reduce error rates and the average time taken to 
complete and process applications for payment. 
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— Maintain the level of returned cheques below 5 per 
1,000. 


Results Achieved 


Error rates were reduced by 80 per cent between 
September, 1975 and March, 1977 (Chart 1). This was 
accomplished by having management establish a list of 
criteria and a sample of applications was checked against 
them. Errors were then brought to the attention of the 
district offices for correction. Initially, a sharp improve- 
ment was noted which tapered off as the quality ap- 
proached an acceptable level. 

The decrease in the error rate, together with improved 
procedures, reduced the time taken to process applications 
for payment in the District Offices by 46 per cent: to 9.5 
days in 1977 from 17.5 days in 1975 (Chart 2). Labour 
cost levels were maintained. 


Management established a target level of one-half of one 
per cent on returned cheques. Undelivered cheque levels are 
monitored continually (Chart 3) and are generally attri- 
buted to changes of address. However, should the target 
level be exceeded, management is alerted and _ specific 
follow-up action is instituted. The cheque return rate has 
been improved by 25 per cent: to 4.8 cheques per 1,000 in 
1977 from 6.4 cheques per 1,000 in 1975. 


Chart 1 
ERRORS PER 100 FILES 


Note: Errors include those made on the application 
and during subsequent processing of the file. 
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CANADIAN PENSION COMMISSION 


Background 


The Canadian Pension Commission is responsible for adjudi- 
cating claims with respect to disability or death resulting 
from service in the Canadian Armed Forces and for the 
adjudication of pensions for death or disability arising out 
of civilian service directly related to World War II. It also 
adjudicates claims for pensions under various other statutes. 
In 1977/78, $13.5 million and 480 staff-years are budgeted 
to administer grants and contributions estimated at $414.3 
million. 


Three levels for dealing with disability pension claims 
have been established. First, the applicant’s documentation 
is considered. If the claim is unsuccessful at the first level, 
additional supportive information may be provided at the 
second level. If third-level action is necessary — an Entitle- 
ment Board hearing — applicants may be present and call 
witnesses to support their pension claim. 


Management Concern 


In June, 1975, the average processing time of first- and 
second-level disability pension claims was approximately 
297 days and there were more than 4,000 unprocessed 
claims, 1,230 of which had been on hand more than 10 
months. The processing involves screening war-time service 
and injury records which is often complex and time con- 
suming. 


Results Achieved 


Through refinements to operational procedures and by 
upgrading employee training techniques, the average pro- 
cessing time of first- and second-level disability claims was 
reduced to 171 days by May 1977; aft that time unpro- 
cessed claims totalled 3,300 of which only 246 had been on 
hand more than 10 months. 


In the last year (ending in mid-1977), the preparation 
time for cases for third-level hearings dropped to 9.6 
months from 11.8 months, and the backlog of claims 
awaiting preparation decreased by about 1,100. 
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CIVIL AERONAUTICS 
REGULATORY SERVICES 


Background 


The Civil Aeronautics Regulatory Services concentrates its 
efforts on the inspection and licensing of aviation personnel 
and aircraft, and the investigation of aircraft accidents. The 
objectives are to promote aviation safety and to reduce 
accidents and hazards. The operations are controlled from 
the Ottawa headquarters through regional offices in 
Moncton, Montreal, Toronto, Winnipeg, Edmonton and 
Vancouver. 


The 1977/78 operating budget is about $33 million, 
with 1,064 staff-years. 


Concern and Actions 


The principal concern of management has been to reduce 
the rate of aircraft accidents (measured per 10,000 flight 
hours) while the number of registered aircraft and licensed 
personnel has more than doubled between 1966 and 1975 
(Charts 1 and 2). During the same period, the agency’s 
productivity improved by 36 per cent (Chart 3). On this 
chart, subsequent years are related to 1966, which is given a 
nominal value of 100. 


Management emphasis has been on increasing training 
for private pilots, improved construction of light aircraft, 
more rigorous standards of maintenance, new navigation 
aids, the extension of air traffic control to smaller airports, 
and more comprehensive air traffic control procedures at 
larger airports. 


These efforts have been instrumental in maintaining a 
stable accident rate at about two accidents per 10,000 
flight hours (Chart 4). 
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DAIRY CATTLE — RECORD OF PERFORMANCE 


Background 


The Canadian Record of Performance (R.O.P.) for dairy 
cattle aims to improve the genetic milk production capacity 
in Canada’s dairy herd. It provides performance informa- 
tion which the Canadian dairy industry may use to select 
dairy cattle with superior production capability. The Dairy 
Cattle Unit, responsible for the Record of Performance, has 
a 1977/78 operating budget of 282 staff-years and $4.9 
million, 38 per cent of which is recovered from producers. 


How the Record of Performance Program Operates 


The Department of Agriculture inspectors, without prior 
notice, visit each participating dairy farm about 10 times a 
year. They supervise the milking, measure the milk produc- 
tion of each cow on the program, and then analyze the milk 
sample for butterfat content. These performance measure- 
ments facilitate production improvement in three major 
ways: 


1. Dairy producers use the information as a basis for 
developing and maintaining sound breeding programs. 


2. Artificial insemination organizations strive to produce 
superior sires in the breeding herd. They use R.O.P. data for 
contracting selective matings and for monitoring the perfor- 
mance of offspring in the industry. 


3. Canada has an extensive export market for dairy cattle, 
due primarily to the authenticity of these records which are 
certified by an impartial third party. 


An indicator of performance, called the Breed Class 
Average (B.C.A.) Index, has been developed; an average 
production figure was determined for each breed and age 
group in a base year. An individual cow’s current produc- 
tion is then rated against the average for its breed and age in 
the base year, to identify cattle with above-average perfor- 
mance. 


Results from the Record of Performance Program 


Approximately 10 per cent of the Canadian dairy herd now 
is under the R.O.P. program. The B.C.A. Index has been 
used extensively by breed associations, artificial insemina- 
tion units, the dairy industry, and is followed by many 
countries abroad. Charts 1 and 2 show the B.C.A. Index for 
milk and butterfat production for three breeds of dairy 
cattle from 1956 to 1976. All show improvement. 


The R.O.P. program has benefited producers in these 
ways: 


1. Cows registered with the program sell for about $100 
more than non-registered cows. About 200,000 cows are 
certified annually, of which about 40,000 are traded; the 
estimated added market value to dairy producers is about 
$4 million a year. 


2. Most countries only allow importation of semen from 
proven bulls or dairy animals for which R.O.P. information 
is available. A total of 12,857 dairy cattle were exported to 
countries other than the U.S.A. in 1976, with a value of 
more than $11 million. Exported bull semen was worth 
$2.5 million. Without the R.O.P. program, much of this 
export market would not exist. 


Between 25 and 35 per cent of dairy cattle exports to 
the U.S.A., worth between $4.4 and $6.2 million, are regis- 
tered with the Record of Performance program. Most of the 
remainder are sired by artificial insemination from bulls 
monitored by the program and for which proof of genetic 
merit has been published. These sales would also suffer 
without the program, 


3. Through the use of artificial insemination, bulls capable 
of transmitting superior production are available for use in 
the entire dairy industry. Thus, the 10 per cent of the 
national herd on the R.O.P. program provides genetic infor- 
mation which is available for use by all producers. There 
has been a consistent one per cent annual improvement in 
the production of those herds on the program, with a 
benefit to the industry of more than $2 million a year. The 
use of genetically superior sires has improved the pro- 
duction of the remaining 90 per cent of the national herd 
by an estimated $7 to $9 million a year. 


The establishment and maintenance of the R.O.P. 
program, with its performance indicator (the B.C.A. Index), 
has contributed to the management of genetic improvement 
of Canadian dairy cattle. At a net cost of about $3 million 
to the Department of Agriculture, it has resulted in an 
estimated annual return of $25 to $30 million to the dairy 
industry. 
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Chart 1 ANNUAL AVERAGE RECORD OF PERFORMANCE (R.O.P.) OF THREE BREEDS OF CANADIAN 
DAIRY CATTLE AS INDICATED BY BREED CLASS AVERAGE (B.C.A.) INDEX OF MILK PRODUCTION 
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Chart 2 ANNUAL AVERAGE RECORD OF PERFORMANCE (R.O.P.) OF THREE BREEDS OF CANADIAN DAIRY 
CATTLE AS INDICATED BY BREED CLASS AVERAGE (B.C.A.) INDEX OF BUTTERFAT PRODUCTION 
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DAIRY PRODUCTS PROCESSING 


Background 


The Dairy Division of the Production and Marketing Branch 
of the Department of Agriculture has a $2.7 million opera- 
ting budget and 140 staff-years for 1977/78 and is respon- 
sible, among other things, for the Inspection and Registra- 
tion of Dairy Establishments program. 


This federal-provincial program assists the dairy industry 
in meeting its responsibilities to consumers by ensuring that 
dairy products are produced under approved sanitary condi- 
tions. On the basis of annual inspections of all registered 
dairy establishments in Canada, individual Dairy Establish- 
ment Compliance Indexes are determined, which rate the 
relative importance of all items inspected, assess the degree 
of compliance with regulations, and determine general 
compliance for all dairy establishments. 


Use of Performance Information 


Information from inspections allows Dairy Division mana- 
gement to focus attention on establishments which are 
unsatisfactory either in individual items or general com- 
pliance. Goals are established and resources are directed to 
bring about improvement. 


Results 


Through the combined efforts of the federal and provincial 
departments of agriculture, a 12 per cent improvement in 


Chart 1 


the national average rating of the 545 Canadian registered 
dairy establishments has been achieved since the inception 
of the program in 1973 (Chart 1). Provincial averages are 
shown in Chart 2. 


A general compliance rating higher than 80 is considered 
excellent and Chart 1 illustrates the significant improve- 
ments in sanitary and mechanical conditions achieved since 
1973. These results were achieved even though federal 
resources for this program have remained fixed and provin- 
cial governments have incurred limited additional cost. 


In view of the declining rate of improvement, a change 
in strategy was adopted in 1976 by a federal-provincial 
committee. Certain items were identified which were persis- 
tently unsatisfactory. By concentrating on these, inspectors 
were able to use their time more efficiently. In addition, 
the results of laboratory analyses were combined with the 
compliance indexes to provide a more indicative quality 
rating for each establishment. 


This will enable the management of the Dairy Division 
to concentrate on establishments where the greatest 
improvements are possible, and should result both in more 
effective utilization of resources, and in continued high 
standards of Canadian dairy products. 


76—| NATIONAL AVERAGE OF DAIRY ESTABLISHMENT COMPLIANCE 


National Average Rating 
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Chart 2 


PROVINCIAL AVERAGE OF 
DAIRY ESTABLISHMENT COMPLIANCE 
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EXCISE TAX AUDIT! 


Background 


The Excise Tax Audit staff, of the Department of National 
Revenue, Customs and Excise, conduct: 


— periodic audits of the records of about 65,000 manu- 
facturers and wholesalers to verify accuracy of 
reported tax liability; about 30,000 audits are con- 
ducted annually. 


— verification of refund claims; about 85,000 claims are 
processed annually. 


The operating budget for 1976/77 was $14 million with 
740 staff-years, located in 11 regions. 


Management Use of Performance Measurement 


The measurement system was introduced in fiscal year 
1971/72. Chart 1 shows that the output increased steadily 
until 1973/74 and then fell off. The input, Chart 2, which 
had been rising moderately up to 1973/74, climbed more 
rapidly. As a result, efficiency (Chart 3) took a steep drop 
following 1973/74, after a very gradual decline in the 
period 1971/73 to 1973/74. 


But the apparent drop in performance, as indicated by 
the declining efficiency, does not tell the whole story. As a 
result of having this performance information, the manage- 
ment of the Excise Branch was able to determine how to 


increase the effectiveness of the Excise Tax Audit. After 
undertaking a study to determine how best to achieve 
greater effectiveness, a new system of audit selection and 
procedures was adopted in 1973/74. The new approach 
used a cost recovery analysis as a basis for selection, rather 
than the strictly cyclical and global method of audit selec- 
tion. Audits were concentrated on licensees with high 
revenue potential. Another change was the increased 
emphasis placed on the tax consulting role of providing 
information to licensees on their tax obligations and 
requirements, 


The changes produced a positive result on the audit 
effectiveness indicator — tax change — defined as the 
monetary effect of the audit upon tax paid. This is graphi- 
cally illustrated in Chart 4, where the tax change per audit 
is seen to rise sharply after 1973/74. 


This is an example where the availability of performance 
information enabled management to make a_ trade-off 
between efficiency and effectiveness in favour of the latter, 
since a principal objective of the function was to maximize 
revenues due to the Crown. The Excise Branch will con- 
tinue to refine the system to a point where a dollar of audit 
activity will generate a dollar of tax change (break-even 
point), thus maximizing effectiveness. 


IThis example is taken from the earlier Report tabled in the House 
by the President of the Treasury Board on November 17, 1976, 
and is included for the sake of completeness. 
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FAMILY ALLOWANCE AND 
OLD AGE SECURITY! 


Background 


The Income Maintenance Branch of the Department of 
National Health and Welfare administers the Family 
Allowance, Old Age Security, Guaranteed Income Supple- 
ment and Spouse Allowance programs which provide for 
transfer payments in excess of $6.5 billion annually. 


. Over 3.5 million Family Allowance accounts and 2.0 
million Old Age Security accounts are administered by this 
branch with a 1976/77 operating budget of $31.6 million 
and 2,076 staff-years. 


The organization is almost completely decentralized 
with a small head office in Ottawa and 95 per cent of the 
staff located in 10 regional and four district offices. 


Management Use of Performance Measurement 


Efficiency and service measures have been established for 
approximately 85 per cent of the operations. Performance 
is reported monthly through a manual data collection and 
analysis system which requires only two staff-years per year 
to maintain. Both regional and head office management can 
review and react to performance results on a monthly basis. 


At the same time as branch management monitors move- 
ments in efficiency, it watches the level of service indi- 


cators. By so doing, management can achieve efficiency 
goals while maintaining an adequate level of service. 


Over the four-year period 1971/72 to 1975/76, workload 
increased 9.5 per cent (Chart 1), while staff-years decreased 
3.1 per cent (Chart 2). This resulted in an efficiency 
improvement of 12.8 per cent (Chart 3). Meanwhile, the 
level of service has been improved significantly. As an 
example, over the period 1973/74 to 1975/76, the average 
response time for processing new Family Allowance appli- 
cations improved from 11.4 to 5.8 days. 


Regional Comparisons 


Chart 4 shows the comparative productivity of the 10 
regions for FY 1972-73. As a result of having this informa- 
tion, management was able to concentrate on improving the 
productivity of certain regions by exchanging innovative 
practices from similar regions with better performance. 


This, along with other innovations, resulted in the 
improvements described in the preceding section. 


IThis example is taken from the earlier Report tabled in the House 
by the President of the Treasury Board on November 17, 1976, 
and is included for the sake of completeness, 
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THE FEDERAL MEDIATION 
AND CONCILIATION SERVICE 


Background 


The principal functions of the Federal Mediation and 
Conciliation Service (FMCS) of the Department of Labour 
are the prevention and settlement of industrial disputes, It 
has 17 mediation and conciliation officers who are located 
in St. John’s, Halifax, Montreal, Toronto, Winnipeg, 
Vancouver and Ottawa. 


The Challenge 


From 1973 to 1976, the FMCS was faced with a sharply 
rising caseload of disputes (Chart 1). At the same time, it 
was trying to achieve a settlement rate of 90 per cent 
without work stoppages (Chart 2). 


In the past, if a conciliator could not achieve a settle- 
ment, the Minister would appoint a conciliation board to 
deal with the dispute. These boards took some time to 
assemble and, as a consequence, disputes took longer to 
settle, with many resulting in prolonged work stoppages 
from strikes or lock-outs, 


The Response 


An analysis of the performance measurement data sug- 
gested to the FMCS a different type of action when conci- 
liation failed to achieve an agreement between the parties. 
Instead of appointing a conciliation board, the Minister 
appointed a departmental mediator. Since only an indivi- 
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dual was involved, he could be assigned quickly and had 
more flexibility to help the parties resolve their differences 
more effectively. 


The result of this action is shown on Chart 3. In 1971/72, 
16 per cent of disputes were handled by a mediator, with 
84 per cent being turned over to the more costly commis- 
sions or boards, By 1975/76, 56 per cent were being settled 
by mediation and only 44 per cent by boards. This 
improvement meant that the use of boards is now the 
exception. Furthermore, since more disputes were settled 
more quickly, less productive time was lost due to strikes 
and lock-outs. 


Although the 1976 caseload was nearly 61 per cent 
greater than in 1970, it was handled by 10 per cent fewer 
officers (Chart 1). Equally significant was the fact that, in 
six of seven years, the FMCS met its goal of 90 per cent 
settlement rate (Chart 2), and all of these involved disputes 
where the parties had reached an impasse before applying 
for FMCS assistance. 


In 1976, 275 disputes were considered, with 242 being 
finalized and 33 still pending at year end. Of those final- 
ized, 218 (90 per cent), were settled without work stop- 
pages; 24 (10 per cent) resulted in legal strikes or lock-outs, 
many of which were subsequently settled through further 
mediation assistance from the FMCS. 


Chart 1 
CASELOAD AND NUMBER OF 
CONCILIATION OFFICERS AND MEDIATORS 
1970-1976 
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FINANCIAL STATEMENTS PREPARATION 
AND DISTRIBUTION 


Background 


One of the services provided to other government depart- 
ments by the Services Administration, Department of 
Supply and Services, is the preparation of financial state- 
ments of revenues and expenditures — about 250 sets are 
distributed monthly to 118 departments and agencies. 
Since this information is used to control and manage 
budget allotments, timeliness is an important factor. This 
service costs about $1 million a year and involves 22 
people. 


Results 


From 1975/76 to 1976/77, the speed of delivery of finan- 
cial statements to clients improved by about two working 


days, as shown in Chart 1. The present delivery time of four 
working days compares favourably with the results from a 
performance survey of comparable service in the private 
sector. 


By concentrating on the service provided to clients, 
Services Administration managers fave progressively 
improved their performance and achieved cost savings. The 
improvement has been assisted by the introduction of an 
improved type of computer line printer which, in addition 
to providing more legible copies and reducing paper 
consumption by 180 tons per year, has decreased annual 
production costs by about $100,000. 


Chart 1 
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HEALTH HAZARD REDUCTION 


Background 


The Health Protection Branch (HPB) of Health and Welfare 
Canada has the responsibility to ensure adequate and con- 
tinuing health protection for the Canadian public. 


In order to make the best use of scarce resources, branch 
management has developed a comprehensive approach to 
planning and controlling the work done in this field. It uses 
health hazard studies, surveys, investigations as well as 
national and world-wide information exchanges to conti- 
nually improve its ability to define and rank major health 
hazards. 


Objectives and targets are negotiated and set from the 
top down. The agreed targets serve as a base against which 
performance is evaluated. 


The Branch has 100 food analysts and 86 regional 
inspectors on staff. In 1977/78, the operating budget is $65 
million with 2,000 staff-years. 


An Example of Project Planning and Control 


In delineating and ranking major health hazards, those 
substances with a cancer-causing potential (carcinogenic 
substances) were placed among the top 10 concerns. Close 
control would be required on foods containing these 
substances. 


It was determined in 1971 that one such substance, 
aflatoxin, was present at potentially unacceptable levels in 
peanut butter. 


This example describes the resulting action and demon- 
strates how the proper level of control is being exercised to 
minimize the hazard. 


Target Setting and Project Planning 


Initially, HPB established an interim standard of tolerance 
which was based on existing knowledge of the hazard and 
on the known capacity of producers to achieve it. 


Two interrelated projects were then planned to achieve 
the following targets: 


1. Through scientifc research and development work, to 
produce an industry standard which would establish an 
acceptable level of aflatoxin commensurate with health 
requirements, and which could be attained by the industry; 
and 


2. By an inspection program, to ensure that all peanut 
butter manufacturers and importers complied with this 
level to the maximum extent possible by April 1, 1975. 


Beyond that date, it was foreseen by HPB that a lower 
permissible level of aflatoxin would be required. As a result, 
previous research work continues to be evaluated. 


Project Administration and Control 


During the course of research and development, the fol- 
lowing milestones were achieved: 


— peanut butter samples were gathered and analyzed to 
determine the level of aflatoxin present; 


— the analytical methodology needed to detect lower 
levels of aflatoxin was developed for use by both HPB 
analysts and industry; 


— an evaluation of the potential health hazard presented 
by various levels of aflatoxin was conducted; 


— a detailed appreciation of the technological con- 
straints on industry to eliminate aflatoxin in peanut 
butter was developed; 


— a standard was drafted, on the basis of research 
results, which established a technologically feasible 
level of aflatoxin which would substantially reduce 
the health hazard. 


To ensure compliance, the following milestones were 
achieved through the inspection program: 


— negotiations with peanut butter manufacturers and 
importers resulted in their acceptance of and agree- 
ment to a self-regulating role; and 


— these agreements were monitored by _ instituting 
periodic product inspections, 


Project Evaluation 


Evaluation of the research and development work was 
based on such factors as: 


— targets were achieved according to planned schedule 
and budget; 


— a high level of confidence in establishing a standard 
was made possible by the superior quality of sampling 
and analytical data obtained; 


36 


— the standard was accepted for implementation by — tracking the number of recalls of peanut butter on 


manufacturers; the market because of the detection of unacceptably 

high levels of aflatoxin. Chart 2 shows the increase in 

— the analytical methodology developed for detecting the number of lots recalled after the introduction of 
aflatoxin levels was relatively straightforward to the tighter standard and then charts the decline. 


apply by all concerned. 
— tracking the number of prosecutions and enforcement 


Evaluation of the inspection program was based on: actions taken against manufacturers and importers. 

Chart 2 shows that there were a number of actions 

— conducting periodic surveys and analyses of peanut following the introduction of a more stringent 
butter available to the public at the manufacturing, standard, with the number dropping to zero. 


importing, and retail levels. Chart 1 shows the high 
and improving degree of compliance with the stan- 
dard. 


Chart 1 
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Chart 2 
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IMMIGRANT RECRUITMENT AND SELECTION 


Background 


The Immigration Program of the Canada Employment and 
Immigration Commission administers the admission of 
immigrants to Canada and controls the entry and stay of 
non-immigrants. This report describes one of the program’s 
three activities. 


All documented enquiries and formal applications from 
people wishing to come to Canada as immigrants are pro- 
céssed by the Recruitment and Selection staff who are 
located at 114 Canadian service points and 64 posts abroad. 
In 1977/78, $18.6 million and 726 staff-years were allo- 
cated to this activity. 


The Concern 


In the early 1970s, the demand for entry into Canada 
accelerated beyond the capacity of the Department to 
process applications promptly. Some delays as long as three 
months were reported and, by 1974, the situation had 
become critical. 


The Response 


From performance information collected, it was deter- 
mined that the longest delays and most rejections occurred 
at certain high-volume foreign posts. To improve the 
situation, a simple, pre-application questionnaire was intro- 
duced. This enabled the Department to identify quickly 
applicants whose basic qualifications did not meet the mini- 
mum selection standards and eliminated the need for 
further formal processing. 


Chart 1 
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After a trial period the procedure was expanded to all 
foreign posts by 1974. 


Performance Improvement 


The use of the pre-application questionnaire (PAQ) has had 
a number of favourable results: 


— The total volume of enquiries and applications 
decreased to 171,500 in 1977 from a peak of 
221,500 in 1974, partly because potential applicants 
whose basic qualifications fell below minimum selec- 
tion standards were dissuaded from applying (Chart 
1): 


— The portion of total enquiries and applications, 
processed using the less expensive PAQ procedure, 
increased to an estimated 84 per cent in 1977 from 
53 per cent in 1974 (Chart 2). 


— The average waiting time before a potential applicant 
had his application considered decreased to 1.1 
months in early 1977 from 3.3 months in 1974 
(Chart 3). The month delay is considered acceptable. 


— In 1973, the processing of 158,000 enquiries and 
applications (Chart 1) consumed 70 staff-years (Chart 
4). In 1976, due:to the intervening increase in the 
percentage that were processed using the less expen- 
sive PAQ procedure, 171,500 enquiries and applica- 
tions were processed using 47 staff-years. 
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Chart 2 
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INDIVIDUAL TAX RETURNS PROCESSING 


Background 


Processing individual tax returns by Revenue Canada, Taxa- 
tion, is a high-pressure, high-volume operation during the 
first six months of the year. The workload peaks during 
April, May and June. The operating budget for 1977/78 is 
about $82 million with 4,820 staff-years. 


The Challenge 


The main problem challenging management has been to 
balance the fluctuating work volume with the manpower 
resources. A secondary problem has been to work out the 
most efficient means to train and retrain the large number 
of casual workers who are brought in each year. The work 
must then be carefully assigned, with the more difficult 
tasks going to the more experienced staff. 


The Response 


Through the use of timely management information, a data 
centre can strike the required balance. Performance mea- 
surement provides data on staff-hours required to process 
returns and the size of the workload, as well as monitoring 
service levels. With this and other information, data centre 
management can reduce costs by delaying the hiring of 
temporary personnel until they can be efficiently absorbed 
into the workforce. 


How the Improvements Were Made 


The following example shows in more detail how this fine 
tuning was accomplished in one data centre. 


Chart 1 shows that the average number of staff-hours per 
return were higher at the beginning of the processing cycle 
because of training and inventory build-up. The average 
labour input started to level off in April and declined 
slightly until June, when production reached a peak. 


Because inventory levels directly affected labour input as 
well as levels of service, they had to be maintained at a 
sufficiently high level (Chart 2) to minimize time and 
labour input, while maintaining an adequate level of service. 


Service level was controlled by monitoring average turn- 
around time (Chart 3), which was adversely affected by 
increases in inventory and error rate. Error rate was moni- 
tored individually (Chart 4) and indicated how well the tax 
law was understood, 


Error analysis, by sections of the tax act, is undertaken 
after each cycle to help develop improved public informa- 
tion strategy and to develop and verify improved opera- 
tional strategy. 


Chart 1 
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Chart 4 
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LIGHTSTATION AUTOMATION PROJECT 


Project Objective 


The marine lightstation automation project was initiated 
in 1968 in the Marine Aids Division of the Canadian Coast 
Guard to reduce, and eventually eliminate, all watch- 
keeping personnel. This goal carried with it the engineering 
requirement to design and install equipment that would 
operate reliably while unattended and which would be easy 
to maintain. 


A wide variety of equipment was involved, ranging from 
fog detectors and fog signals to power supply systems and 
remote monitoring equipment. 


System Evaluation 


The successful completion of the automation project 
depended, in large part, upon the accurate monitoring of 
equipment performance. The headquarters staff devised a 
national system to report faults, using a computer. By 
receiving monthly reports on equipment operations in the 
field, which were computer-collated, the headquarters’ 
analysis of actual equipment performance was greatly facili- 
tated. 


The fault-reporting system has been used extensively to 
evaluate and improve the operation of the lightstations, 
particularly in: 


— evaluating the reliability of equipment and pin- 
pointing specific areas for improvement; 


— determining schedules for operational maintenance; 
— developing training courses and seminars; 


— establishing a national program to provision spares, 
using a computer; 


— providing information to discriminate between cquip- 
ment design problems and maintenance problems. 


An Example of the Use of Failure Statistics 


The fault-reporting system for the operation of diesel- 
generator equipment in the Laurentian Region went ‘“‘on 
line” in 1972, while the equipment was being installed. 
When the installation was completed in 1974, 66 diesel- 
generator units were in place. 


The charts show how faults in different parts of the 
equipment increased during the two-year debugging period. 
The faults decreased during the next two years, demonstra- 
ting the value of this engineering systems approach. 


The successful outcome of the diesel-generator part of 
the project enabled management to divert scarce engl- 
neering resources to other urgent problems. 
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MAJOR POSTAL PLANTS PROJECT, TORONTO 


Background 


This example describes the five-year project undertaken by 
the Department of Public Works on behalf of Canada Post 
Office to construct one of the Major Postal Plants (MAPP) 
in Toronto, at a cost of approximately $150 million. It 
illustrates the application of the project framework, des- 
cribed in Section 3, by which Public Works managed this 
complex project to completion, finishing the project on 
time and to a large extent within budget, in spite of adverse 
economic conditions. 


Establishment of Strategy and Objectives 


Canada Post Office (CPO) conducted strategic studies in the 
late 1960s to develop long-range plans for handling the 
increasing volumes of mail, and it was determined that a 
great deal of mechanization would be required. 


Selection of Projects 


The move to greater mechanization required a series of 
studies involving plant design, mail-handling equipment 
design and development of a national postal code. One of 
the first projects selected for implementation was the 
construction of a Major Postal Plant in Toronto. The 
Department of Public Works was commissioned to build the 
plant and to provide mail processing equipment, according 
to CPO requirements. 


Development of Plans and Cost Estimates 
Public Works and CPO developed an over-all approach 


which was expanded into the master Project Implementa- 
tion Plan comprising the: 


— Content Plan: setting out the scope and performance 
of the physical elements and all design specifications, 
against which completed elements would be eva- 
luated. 


— Cost Plan: total costs, broken down into suitable 
elements for work or contracting to be used as the 
project cost control budget. 


— Time Plan: the Master Control Network system which 
provided complete and individual element scheduling 
for controlling progress. 


Performance Monitoring 


Regularly during the design and construction phases, per- 
formance information was used to update estimates and 
relate cost and progress to the master plan. Trouble spots 
could then be identified for remedial action. 


Tight control was maintained to minimize the effects of 
the spectacular price increases in some products such as oil 
and oil-based materials. Many trade-off decisions were 
made, using the performance information to offset un- 
favourable conditions. 


Project Evaluation 


The structure was completed on schedule and within the 
budget. Inflation resulted in some processing equipment 
not being supplied at the original cost estimate. Most of the 
equipment was provided on time. 
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NATIONAL CAPITAL REGION 
MAINTENANCE OPERATIONS! 


Background 


District Maintenance Operations of the National Capital 
Commission is responsible for the maintenance and manage- 
ment of 8,500 acres of park, parkways and government 
grounds in the National Capital Region. The operating 
budget in the fiscal year 1976/77 was $4.9 million and 283 
staff-years. 


Management Use of Performance Measurement 


The implementation of performance measurement in the 
District Maintenance Operations of the National Capital 
Commission provides management with a two-tier system 
for effective control. 


For senior management purposes this entails: 


1. The efficiency of maintenance activities in terms of the 
weighted number of maintained acres of land per staff-year 
and dollar. 


2. A set of quality standards for the overall maintenance of 
these acres to enable establishment of targets for achieve- 
ment. 


3. An objective assessment of maintained land to provide a 
measure of the extent to which targeted standards are met. 


For middle management purposes this entails: 
1. The efficiency of maintenance for sub-activities in terms 


of the weighted number of work units for each sub-activity 
per staff-year and dollar. 


1This example is taken from the earlier Report tabled in the House 
by the President of the Treasury Board on Nov. 17, 1976 and is 
included for the sake of completeness. 
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2. A set of quality standards for monitoring the perfor- 
mance of sub-activities and to enable establishment of 
targets for achievement. 


With the system, management was able to assess the 
results of trade-offs between efficiency and the quality of 
service. For example, in 1975/76, a decision was made to 
achieve a saving of 16 staff-years from the estimated 
requirement. This resulted in a net decrease of six per cent in 
the quality of maintenance, with no change in efficiency.2 


In the subsequent fiscal year, 1976/77, the acreage of 
maintained land increased by 400 acres but an additional 
savings of 11 staff-years below the calculated requirement 
was decided on. Again, the net effect was a further decrease 
of four per cent in the quality of service with no change in 
efficiency. The result has been an increase in the number of 
complaints received from client departments and the 
general public. 


In fiscal year 1977/78, the acreage of maintained land 
was expected to increase by 250 acres. It was decided, 
however, to maintain total acreage at the same quality 
standard of maintenance as in 1976/77 without additional 
staff-years and, thus, achieve a three per cent increase in 
efficiency (Chart 5). 


2The Commission has established five levels of quality for the main- 
tenance operations; the acreage at each quality level is considered 
to be a separate output, with its own output weight. When, in the 
case above, an area of land was changed from one quality level to 
a lower level (a change in the output mix), the weighted output 
decreased. For this reason, the total acreage remained constant 
during 1975/76 (Chart 1), while weighted output (Chart 2) 
decreased. This decrease matched the decrease in input (Chart 4), 
so that the efficiency index (Chart 5) remained constant. The 
quality index decreased as shown in Chart 3. 
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Chart 4 
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PASSPORT OFFICE OPERATIONS 


Background 


The Passport Office issues passports to Canadian citizens via 
the mail from Ottawa, directly at Ottawa, at seven regional 
offices across the country, and at over 100 Canadian 
missions in foreign countries. It also provides specialized 
travel document services to Canadian officials travelling 
abroad ang to non-Canadian residents of Canada. 


More than 683,000 documents were issued in 1976/77. 
One in 35 Canadians is issued a travel document every year 
and about 2.8 million hold valid passports. The 1977/78 
budget is about $8.1 million with 356 staff-years. 


Management Use of Performance Information 


Passport Office management has used performance indi- 
cators for planning and control for many years. 


Before 1970, all passport services in Canada were pro- 
vided by mail from Ottawa. In 1969 it became evident from 
the information on workload, backlog, application proces- 
sing time and complaints that the level of service was in- 
adequate. As well, there was a concern that these condi- 
tions were adversely affecting the security and integrity of 
the Canadian passport. To overcome these shortcomings, 
management decided to decentralize and the first three 
Regional Offices were opened in 1970. 


These initiatives, plus improved procedures, staff 
training, automation and more efficient deployment of 
staff. enabled the Passport Office to achieve substantial 
improvements in efficiency and service. 


Chart 1 shows that the total number of passports issued 
increased 11 per cent annually during the last six years (to 
684,000 in 1976/77 from 406,000 in 1970/71). The corres- 
ponding staff-years increased at an average of five per cent 
per year (Chart 2). This yielded an- annual efficiency 
improvement of more than four per cent (Chart 3), which 
translates into estimated savings of between 20 and 100 
staff-years in each of the years from 1971/72 to 1976/77 
(Chart 4). The upper line of Chart 4 indicates staff require- 
ments if efficiency had remained at the 1970/71 level; the 
lower line shows the actual number of staff-years used. 


The efficiency improvements were accompanied by 
substantial improvements in service. The percentage of 
passports issued within seven days increased to 71 per cent 
in 1975/76 from 38 per cent in 1969/70 (Chart 5). This 
percentage dropped slightly to 66 per cent in 1976/77 due 
to a surge in applications just before the fee increase. Public 
use of over-the-counter service increased to more than 57 
per cent in 1976/77 from less than 17 per cent of total 
issues in 1969/70. Improvements in productivity and 
service are projected for 1977/78. 


Other improvements not shown in the charts include: 
reduced rejection rate in the number of incomplete appli- 
cations; reduced influence of external factors (e.g. postal 
and airline strikes) that affect passport service; faster 
response time and more public convenience; improved 
security through the personal appearance of applicants; and 
reduction in the cost per passport, in terms of 1969/70 
dollars. 
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POSTAL CODE USAGE 


Background 


When the Post Office introduced its mechanization pro- 
gram, management determined that two principal factors 
affected the rate at which mail passed through the system: 
the use of the postal code and the extent to which the 
physical characteristics of mail, such as size and color, 
correspond to required standards. 


The Response and Results 


To encourage the use of postal codes and proper containers, 
the Post Office initiated a number of promotional pro- 
grams. In addition, because the business sector generates 75 
per cent of all mail, a free service was provided to update 
their mailing lists to include the correct postal codes. In 
1975, postal code acceptance had reached 50 per cent, but 
further gains became more difficult to achieve. 


In late 1976, a “Productivity Selling Program” was intro- 
duced. It involved: 


— The identification of, and subsequent contact with, 
business customers who presented improperly 
prepared mail. 


— Co-operation with postal suppliers to encourage the 
manufacture of products that meet mechanized 
processing requirements. 


Chart 1 indicates that these efforts have paid dividends. 
Post Office customers benefit from the use of postal codes 
with faster and more reliable mail service, which may result 
in improved cash flow for businesses using the mail for their 
financial transactions. Large-volume mailers can gain a more 
efficient and effective mailroom operation by delivering 
properly coded mail to the Post Office in Post Office- 
supplied trays for machine processing rather than in 
conventional mail bags. 


The chart shows that postal code acceptance by the 
business sector is 10 to 15 per cent higher than acceptance 
by the general public sector. It also indicates a general 
improvement of about 30 per cent since the inception of 
the program. Benefit-cost studies indicate that each percen- 
tage point increase in postal code acceptance represents an 
accumulated, undiscounted saving to the Post Office of 
$23 million over the 17-year life of the program. 


Chart 1 
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PROCUREMENT SERVICES 


The Supply Administration of the Department of Supply 
and Services is responsible for providing, in the most 
economical manner, goods and related services required by 
government departments and agencies. It operates on a 
revolving fund basis. 


Performance measures have been established for about 
88 per cent of the authorized 4,662 staff-years in 1977/78. 
The measures are used in the annual Rate and Staff-Year 
Submission to the Treasury Board in support of the Supply 
Administration operations. The essential elements in the 
performance measurement system are: 


Planning 


Performance measurement information provides manage- 
ment with the amount of business volume that has been 
processed per staff-year as well as the operating costs per 
$100 of purchases made. With this information, manage- 
ment can translate a forecast of business volume into 
requirements for staff-years and operating costs. Annual 
objectives are also established in each area and used as a 
bench-mark against which performance measurement can 
be judged. 


Control 


The performance measures are monitored and reported to 
senior management on a quarterly basis. Comparisons 
between actual and planned figures are made, variances 
identified and their causes established. The investigation of 
variances from planned targets may result in corrective 
action being taken or adjustments to planned figures being 
made. 


The following example, drawn from the science and 
engineering acquisition program, illustrates how these 
indicators have been applied and the results which have 
been obtained. 


Science and Engineering Acquisitions 


This service involves the acquisition or leasing of scientific 
and technically complex engineering products and related 
services. The functions carried out include acquisition 
planning, sourcing, tendering, contract negotiations, con- 
tracting, contract administration, contract close-out and 
audit. The value of contracts placed and managed in 
1976/77 was $1.9 billion in current dollars, representing 
21,000 contractual documents. To reduce the masking 
effect of inflation, the annual volume of purchases are 
expressed in constant 1972/73 dollars and shown in Chart 
1. The staff required to process this workload are shown 
in Chart 2. 


Key performance measures are the dollar volume of 
purchases made per staff-year (Chart 3) and the adminis- 
trative cost per $100 volume purchased (Chart 4), 
expressed in constant 1972/73 dollars. 


Chart 3 shows a productivity improvement of 22 per 
cent: to $826,000 per staff-year in 1976/77 from $677,000 
in 1972/73. Chart 4 indicates a similar improvement of 23 
per cent: a decrease’ to $2.56 per $100 purchased, in 
1976/77 from $3.33 in 1972/73. 


These productivity improvements were obtained without 
any sacrifice in average time taken to award contracts, 
which actually improved: to 70 days in 1976/77 from 80 
days in 1972/73 (Chart 5). 


Chart 1 
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PROPERTY ADMINISTRATION IN 
CROWN-OWNED BUILDINGS 


Background 


The Property Administration Service, of the Department of 
Public Works, provides accommodation to departments and 
agencies in Crown-owned buildings. The Department has six 
regional offices and, in 1976/77, the regional Property 
Administration personnel were responsible for operating 
and maintaining about 47 million foot-years! of Crown- 
owned space? at a cost of about $123 million with 3,910 
operational staff-years.3 


Use of Performance Measurement 


Two primary performance indicators are the occupancy 
rate and the number of foot-years of space maintained and 
operated per staff-year. 


Chart 1 shows the growth in total Crown-owned space to 
about 47.7 million foot-years in 1976/77 from about 46 


million foot-years in 1974/75. Chart 2 shows that in the 
same period, the national occupancy rate rose to 96.3 per 
cent from 93.3 per cent. 


Chart 3 shows the decline in labour input to 3,910 staff- 
years in 1976/77 from 3,953 in 1974/75 — a decrease of 
43. This reduction in operating staff took place while the 
amount of space increased by about 1.7 million foot-years. 
The corresponding increase in the labour productivity rate 
is shown on Chart 4. 


1A foot-year is one square foot of space in service for one year. 


21n this example, the term ‘‘Crown-owned space’’ means homo- 
geneous space: space in Crown-owned buildings which are similar 
enough to permit combining the space in all such buildings and the 
development of a corresponding national unit cost of operation 
and maintenance. 


3 Operational staff-years are those staff-years assigned to the opera- 
tion and maintenance of homogeneous Crown-owned space. 


Chart 1 


CROWN-OWNED SPACE 


50 = 
2 5 
Oo o 
a> 
ane 

po) 5) 48 
(> [BE 
zu 
fe) 
QO 3 
Se 
ee fe) 
f= 
OS 


oie 


a 


o Esti ted 
oo stimate 


Actual 


74/75 


58 


75/76 


76/77 77/78 


Crown-Owned Space 


Occupancy Rate 
(Per Cent) 


Labour Input 
(Staff-Y ears) 


Operated per Staff-Year 
(Thousands) 


100 Chart 2 


OCCUPANCY RATE 


98 
Estimated 
94 Actual 


74/75 75/76 76/77 77/78 
Chart 3 
4,000 LABOUR INPUT 
ai ema t 
3,900 Estimated 


3,800 
0 
74/75 75/76 ea 77/78 
Chart 4 
13 LABOUR PRODUCTIVITY 
-® 
-_ 
Actual -_o~ 
2 Estimated 


74/75 75/76 76/77 77/78 


59 


RADIATION PROTECTION OF WORKERS 


Background 


The Radiation Protection Bureau, of the Department of 
National Health and Welfare, operates a non-regulatory 
radiation exposure warning service which provides safety 
assurance to workers and their employers in areas where 
radiation hazards may exist. 


The Bureau advises on monitoring requirements, con- 
ducts investigations and makes recommendations to regu- 
latory authorities for corrective action on_ radiation 
problems at the source. 


It provides workers with a lapel badge detector which 
must be sent to the Bureau for reading. The Central 
Registry is then updated (biweekly in work areas of high 
risk and bimonthly in other areas). 


These readings are made to ensure that the safety level 
of 500 millirems is not exceeded in any single period. The 
maximum permissible dose for radioactivity and x-ray 
exposures is 5,000 millirems per year. If the safety level is 
exceeded, an investigation and corrective action are ini- 
tiated. Exposures exceeding the maximum permissible dose 
are in violation of federal or provincial regulations. 


Management Concerns 


Bureau management, faced with a high rate of growth in 
the population of workers in areas where radiation hazards 


Chart 1 


might exist (Chart 1) and with budgetary constraints, had a 
number of alternative courses of action: to increase the 
period between detector readings; to discourage certain low- 
risk categories from using the service; to increase efficiency 
through automation. 


Management Action 


Steps were taken to increase the period between readings 
and to discourage unjustified usage. However, further 
economies of this kind would be incompatible with the 
program’s objectives. As a result, management considered 
automating the process by switching from film detection to 
lithium crystal detection, which would permit a computer 
to read the badges. A study of the growth in the population 
of workers who might be exposed to radiation hazards and 
of the potential reduction in operating costs indicated that 
the investment in the automated system would be repaid in 
six to 10 years. 


The decision was therefore made to switch to the auto- 
mated system. This,management action, based on perfor- 
mance information, resulted in the maintenance of an 
adequate service level in spite of the high annual growth 
rate of examinations of 15 per cent. At the same time, the 
labour input was reduced by 14 per cent (Chart 2). 
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RADIO-FREQUENCY SPECTRUM MANAGEMENT 


Background 


Management of the Radio-Frequency Spectrum is a prin- 
cipal activity in the Communications Program of the 
Department of Communications. Its objective is to extend 
the utilization of the radio-frequency spectrum to permit 
the development and growth of radio communications. 


The department maintains five regional offices which 
administer the activity through: 


— enforcement (inspections) 
— authorization (licences issued) 
— monitoring (assignments completed) 


The operating budget for 1977/78 is $16.5 million, with 
806 staff-years. 


The Problem 


The radio-frequency spectrum is a limited national resource 
and, in heavily populated areas, additional frequency assign- 
ments are becoming progressively more difficult to autho- 
rize without causing interference to other users. 


Issuing a licence requires the review of the inventory of 
users and the assignment of a frequency which is not 
occupied and is not likely to interfere with other users, 


taking into consideration the applicant’s location, trans- 
mitter power and frequency band. 


The Response 


The Department has automated certain allocations in order 
to reduce delays and errors associated with frequency 
assignments. In addition, an accelerated enforcement pro- 
gram has been introduced to increase site inspections to 
correct or prevent interference complaints. 


The Results 


The Department and users of the spectrum are experiencing 
benefits from a faster and more accurate service in the 
licence issue process. Additionally, efficiency improved 
since the number of licences issued per staff-year has in- 
creased to 419 in 1976/77 from 352 in 1974/65 (Chart 1). 


The enforcement program has paid dividends through 
fewer cases of interference caused by licensees. This is 
indicated by the reduction in complaints received by the 
Department to 47 per 1,000 licensees in 1976/77 from 72 
per 1,000 in 1974/75 (Chart 2). 


During the same period, licensing workload increased 24 
per cent, while the corresponding increase in staff-year 
resources was Only five per cent. 
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ROYAL CANADIAN MOUNTED POLICE 


Background 


The RCMP administers the Law Enforcement program of 
the Ministry of the Solicitor General, which includes: 


— Enforcement of Federal Statutes and Executive 
Orders; 


— Canadian Police Services (Crime Detection Labora- 
tories, the Canadian Police Information Centre, 
Canadian Police College, and Identification Services); 


— Police Services Under Contract (the RCMP is the 
provincial police force in all provinces except Ontario 
and Quebec, the only police force in the Yukon and 
Northwest Territories, and the police force in 200 
municipalities). 


Its 1977/78 operating budget is $506.1 million with 19,013 
staff-years; of these, 15,142 staff-years are assigned to 16 
field operating divisions across Canada. 


Use of Performance Measurement 


Since 1966/67, the RCMP has used performance indicators 
such as workload and crime clearance rates. In the,mid- 
1970s, these indicators were combined with staff-hour data 
to provide efficiency and quality indicators. 


Outputs, based on the Uniform Crime Reporting System 
(followed by all Canadian police forces), are weighted by 
the staff-hours taken to process each type of case and are 
then combined to give the total output of measured opera- 
tions. Efficiency of measured operations is expressed in 
terms of staff-hours per case (Chart 1). 


The performance measurement system was expanded in 


the period 1973—76, to include performance measures for 
the range of ‘‘traditional police services”. Chart 1 shows the 
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variations of efficiency in terms of 1974/75 performance, 
which is given a nominal value of 100. It also displays the 
RCMP’s forecast of efficiency improvement. 


The quality or effectiveness of measured operations is 
monitored by following the clearance rate, i.e., the ratio of 
crimes cleared, according to Statistics Canada rules, to 
crimes reported. 


Following are some of the steps taken to improve perfor- 
mance: 


— Shift scheduling has enabled the RCMP to meet the 
peak crime periods and reduce overtime costs. 


— An automated fingerprint system was developed 
which released 60 staff-years initially and will release 
another 15. 


— The time reporting system revealed that excessive 
time was consumed by “F” Division (Sask.) and ‘‘K”’ 
Division (Alta.) in transporting prisoners by car. This 
information, coupled with comparative cost data on 
the operation of aircraft and cars, enabled RCMP 
management to make the decision to use aircraft, 
thereby releasing police time for other duties. 


— Time spent by operating divisions in administrative 
duties has been reduced, providing more time for 
Operational police work. Charts 2 and 3 show how 
performance information enabled “A” Division to 
note that a small detachment was spending a dispro- 
portionate amount of time on office work. After 
investigation, the detachment was closed and the 
personnel re-assigned. 


— Increased use of civilian personnel for administrative 
support to release trained officers for police work. 


Efficiency 
Index 


Chart 1 
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ST. LAWRENCE SEAWAY AUTHORITY 


Background 


The St. Lawrence Seaway represents a large investment by 
the Federal Government with capital assets of $779 million 
at March 31, 1977. It is primarily geared to serve the 
marine shipping industry by controlling the movements of 
vessels up and down the lock system of the St. Lawrence 
Seaway from Montreal to Lake Ontario and from Lake 
Ontario to Lake Erie. 


The Seaway Authority has 1,260 permanent employees 
located at the 13 lock sites and its Cornwall and Ottawa 
offices. The operating budget for 1977/78 is $39.5 million, 
with an estimated income of $27.5 million derived mainly 
from toll charges. 


The economic importance of the Seaway is reflected in 
its substantial growth in tonnage over its 17 years of opera- 
tion. Traffic on the Montreal-Lake Ontario section has 
increased to 57.6 million tons in 1973 from an average of 
12 million tons in the years immediately prior to 1959. The 
Welland Canal section handled 67.2 million tons in 1973. 


In 1964, Welland Canal traffic was 51.4 million tons, 
with an average ship waiting about 14 hours. This was an 
unacceptable level of service and, as a result, extensive 
modifications at a cost of some $26 million were made to 
many sections of the Canal. The result of this investment 
was a reduction in average waiting time to 6.3 hours by 
1966, while the traffic rose to about 59.2 million tons, In 
addition, the average round trip transit time was reduced 
from 48 hours in 1964 to 24 hours in 1966. 


The modifications increased the Canal capacity at that 
time: in 1964, where 51.4 million tons represented 86 per 
cent utilization, in 1966, 59.2 million tons represented 77 
per cent utilization (Chart 1). Due to the larger ships, with 
their greater capacity, the current capacity of the Canal in 
cargo tons is even higher. 


Management Concerns 


Management has estimated a 2.5 per cent annual average 
increase in traffic growth during the next 15 years (Chart 2) 
and, as a result, foresees a capacity problem between 1985 
and 1990 in the Welland Canal section. There has also been 
a trend towards larger vessels (Table 1) which reduces the 
number of vessels but requires more time to lock them 
through (Table 2). 


In light of these trends, management has two alterna- 
tives: build a new canal or improve the capacity of the 
present one, while maintaining the present level of service. 


Because of the cost — estimated at more than $2 billion 
— involved in building a new canal with its initial under- 
utilization, an interim solution using shunters has been 


adopted. The shunters, tnanned by Seaway personnel, are 
designed to be attached to the bow and stern of most 
vessels. using the Seaway to guide them through the locks. 
This will enable the Seaway Authority to reduce the 
average transit time. 


The program to test the shunter concept, currently 
under way, will cost approximately $5 million and, if 
successful, will extend the life of the present Canal beyond 
the year 2005, with the relatively small investment of $65 
to $75 million. 


WELLAND CANAL 


Table 1 


ANNUAL TRAFFIC LOAD AND 
AVERAGE TONNAGE PER TRANSIT 


Traffic Load Average Gross 


in Registered Tons 
Year Million Tons per Transit 
1973 67.2 9,724 
1974* 52.4 9,881 
1975 59.8 10,188 
1976 64.3 10,520 
Table 2 


AVERAGE SERVICE TIMES PER TRANSIT 


(all figures in hours) 


Total 
Year In Canal Waiting Delay Hours 
1973 93 2.6 8 12,9 
1974* a3 3.8 3 14.0 
1975 0:5 ES: 6 121 
1976 9.8 2.6 fe 13.3 


*1974 traffic was drastically affected by the long strike of 
the lake fleet and an accident involving a bridge 
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TRANSLATION BUREAU 


Background 


The Translation Bureau of the Secretary of State provides 
translation and interpretation services for Parliament and 
for the Public Service, thus contributing to the implementa- 
tion of the official languages policy. Its workload has 
increased considerably during the 1970s; the number of 
translated words delivered to clients went to 232 million in 
1976/77 from 135 million in 1972/73. 


The Challenge 


This increase in workload, coupled with inflation, made an 
increase in the Translation Bureau’s dollar and staff-year 
resources necessary. During the period from 1972/73 to 
1976/77, its operating budget went to $40.6 from $15.6 
million, and its staff-years to 1,890 from 1,013. 


This rapid growth caused a series of problems, in re- 
cruiting, quality of the services rendered, and the control 
and use of resources. 


Action 


In 1974, as one of several concurrent efforts to resolve 
these problems, the Bureau introduced performance 
measurement for evaluating labour productivity of its 
measurable operations. During the 1976/77 fiscal year, this 
indicator covered 1,487 staff-years, representing 79 per 
cent of the total authorized staff-years. The workload in 


that year for internal translation at the Bureau was 203 
million words translated and delivered to clients. 


Chart 1 shows the movement of labour productivity for 
measured operations based on performance in 1974/75, 


As a second step, the Translation Bureau started in 1976 
to evaluate the quality of its translations and, by measuring 
production delays, the level of service. 


The Results 


The main results brought about by the use of performance 
indicators at various levels of the Bureau’s organization are: 


a better evaluation of the workload; 


— a better adjustment between the resources and the 
variations in workload; 


| 


a quarterly performance report for each of the 
Bureau’s branches; 


— a more rigorous preparation of the Program Fore- 
casts. 


140 Chart 1 
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UNEMPLOYMENT INSURANCE PROGRAM 


Background 


This program, part of the new Canada Employment and 
Immigration Commission, provides short-term financial 
relief and other benefits to workers eligible under the 
Unemployment Insurance Act. The organization which 
administers the program is decentralized, with 336 points 
of service, grouped into 160 district offices in five regions. 
The 1977/78 operating budget is $252.4 million with 
11,300 staff-years. 


This example has two parts: the Service Operations and 
the Intensification of Control Programs. 


Part 1 — The Service Operations 


The Concern 


Program management is particularly concerned with en- 
suring that benefits are paid promptly and correctly. 
Because of the dynamic nature of the forces which in- 
fluence the program, regional or headquarters management 
must constantly make adjustments when all or part of a 
region is adversely affected by conditions of a random or 
cyclical nature, or when a region encounters internal opera- 
tional problems. 


How Improvements Were Made 


An important performance indicator monitored by manage- 
ment is the backlog of claims on hand. Since the size of the 
backlog directly influences the length of time a claimant 
must wait before receiving benefits, it must be kept as small 
as possible, commensurate with processing costs. By having 
performance information available, management is able to 
balance cost and service so as to provide an adequate level 
of service at minimum cost. The target time for processing 
claims has been established to be from three to five days. 


Chart 1 shows the monthly backlog in one of the 
regions: it started to exceed the target time between June 
and July and became excessive in September, when 
remedial action was taken. 


The number of eligibility rulings made per agent was 
monitored concurrently (Chart 2), as an indicator of labour 
productivity. It declined between August and September, 


when the backlog was reaching a peak. The special actions 
initiated by management improved agent productivity and 
service, as shown by a decline in the backlog (Chart 1) after 
September. 


A subsidiary indicator is the number of enquiries from 
the public. Chart 3 shows that the enquiries peaked in 
September with the backlog and started to go down as 
service improved. These inter-related trend indicators are 
monitored on a continuous basis. 


Part 2 — Intensification of Control Programs 


The Concern 


Like other benefit-payment programs, the Unemployment 
Insurance program may be subject to abuse by some 
claimants. The Commission, therefore, has the responsi- 
bility to ensure that payments are made only to eligible 
claimants. 


The Response 


To verify eligibility, a portion of the claims are investigated. 
By improving procedures, the productivity of this activity 
was increased (Chart 4), with the result that a greater 
number of claimants came under the control program 
(Chart 5). 


The result of this intensification of control can be 
judged by the change in the rate of disqualifications and 
disentitlements (Chart 6). While both the productivity of 
the control activity and proportion of claims investigated 
were increasing during 1975 and 1976, a change in the 
disqualification and disentitlement rate did not become 
apparent until late in 1976. 


The Commission was able to accomplish this additional 
control work with no increase in manpower resources. 


In order to maintain the quality of eligibility rulings 
during the intensification of control, the Commission 
monitored the percentage of appeals upheld to appeals 
heard (Chart 7). The relative stability of this indicator indi- 
cated that the agents continued to use good judgement in 
evaluating claims. 
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VESSEL FLEET UTILIZATION 


The Ocean and Aquatic Sciences Directorate of the Depart- 
ment of Fisheries and the Environment conducts research 
in oceanography and hydrography. It also provides marine 
data and information to meet national and international 
requirements. 


The Directorate’s Atlantic Region operates a fleet of 
research and survey vessels and, on the basis of information 
regularly provided to managers, vessel fleet performance has 
been progressively improved. 


A number of actions were initiated to improve the effi- 
ciency of vessel fleet utilization. Two of these, reducing the 
size of crew on board during refit and reducing the speed of 
the vessels, produced substantial savings; allowing for 
inflation, the cost of ship operations in 1976/77 showed a 
decrease of about $1 million — or 21 per cent — compared 
to 1971/72. By more efficient deployment of staff and 
vessels in the same period, the number of ship-days at sea 
increased to 1,212 in 1976/77 from 1,058 in 1971/72, 
while staff-years decreased by 55, or 21 per cent. 
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VETERANS SERVICES PROGRAM 


Background 


The Veterans Services Program of the Department of 
Veterans Affairs, pays benefits to veterans, their spouses 
and dependents. It also provides benefit payments to 
certain civilians, supplementary allowances to some veteran 
recipients, and educational allowances for certain children. 
In addition, it carries out casework counselling and adminis- 
trative services to other programs and agencies. 


The 1977/78 operating budget is $21.9 million, with 
992 staff-years. Nearly 800 of the personnel are located in 
18 district offices. 


The Need 


There were about 17,000 applications processed by the 
district offices in 1976/77. Applications took between 47 
and 93 days to process and to provide an initial cheque, 
with a national average of 62 days. This was considered 
excessive. 


The Action 
& 


Management established a program goal to reduce the 
processing time to a national average of 35 days. To meet 
this goal, the staff re-arranged the handling of applications, 
with priority being given to the older ones; improved liaison 
with other agencies to obtain essential client data; set up 
programs of staff development; and analyzed all district 
procedures to improve efficiency. District offices also were 
delegated more responsibility which accelerated the pro- 
cessing of initial payments. 


The Results 


By March 1977, the national average processing time had 
been reduced to about 32.4 days — a 46 per cent improve- 
ment in service — despite a reduction in the district offices 
work force. 


LIST OF EXAMPLES BY DEPARTMENT 


Department or Departmental 
Affiliation 


Agriculture, Department of 

Dairy Products Processing 

Dairy Cattle — Record of Performance 
Barley Production Yield Improvement 
Project 


Communications, Department of 
Radio-Frequency Spectrum Management 


Consumer and Corporate 
Affairs, Department of 
Bankruptcy Operations 


Employment and Immigration, 
Department of 

Immigrant Recruitment and Selection 
Unemployment Insurance Program 


External Affairs, Department of 
Passport Office Operations 


Fisheries and the Environment, 
Department of 
Vessel Fleet Utilization 


Labour, Department of 
Federal Mediation and Conciliation Service 


National Capital Commission* 
(See Urban Affairs) 


National Health and Welfare, Department of 
Canada Pension Plan 

Radiation Protection of Workers 

Health Hazard Reduction 

Family Allowance and Old Age Security 


National Revenue, Department of 


Taxation 
Business Tax Returns Audit 
Individual Tax Returns Processing 


Customs and Excise 
Airport Customs Inspection 
Excise Tax Audit 


Page 
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25 


15 


62 


12 


39 
71 


51 


76 


33 


48 


Post Office Department 
Postal Code Usage 


Public Works, Department of 

Property Administration in Crown-Owned 
Buildings 

Major Postal Plants Project, Toronto 


Secretary of State, Department of the 
Translation Bureau 


Solicitor General, Ministry of the 
Royal Canadian Mounted Police 


Supply and Services, Department of 


Supply Administration 
Procurement Services 


Services Administration 
Financial Statements Preparation and 
Distribution 


Transport, Ministry of 

Lightstation Automation Program 
Civil Aeronautics Regulatory Services 
St. Lawrence Seaway Authority* 


Urban Affairs, Ministry of State for 
National Capital Region Maintenance 
Operations 


Veterans Affairs, Department of 
Veterans Services Program 
Bureau of Pensions Advocates* 
Canadian Pension Commission* 
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